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DEPULY FOR PLANS AND CONTROL

l. There are grouped under this deputy all of the basic
Tunctions having to do with vosition nanagement in CIA. These

include the definition of individual jJobs and of the staffing

structures of operating components, the maintenance of the Apency
records of positions and emplovee aszignments, and, finally, the
production of the varied rosters and statistical data on which super-~
vizsors ond planners hase theilr dally declsions in personnel admine
istration. Also attached here for reasons of historical accident

are & Plans Staff and a Review Staff. Dach is very small and con~

cerned Tor the most part with studies levied upon the Office of

25X9A2
Personnel from above.
25X9A2
2. DPlons end Control has & T/0 of- There are -positions
25X9A2 25X9A2
in the Office of the Deputy,[jin F1ans s-z;aff-in Review Staff,
§5X9A -in Position Manasement and Compensation Division, a.nd-in Control 29X9A2

Division. The latter is made up of three branches of approximately
equal size handling (1) qualifications analysis, (2) statistical

reporting, and (3} transactions and records.,

The Plans and Teview Staffs
3. The Plana Staff had been preoccupled for the past year with

a study of the professional manpower situation--G3-~12 snd ebove--
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facing the Agency in.the 1970s. This culminated at the end of the

year in a éeries of briefinsz of Agency senlor mansgement and. of the
managers of career services onﬁprojected retirement and other attri-
tion rates and thelr posuible impact on promotion oppoftunities for
younger employees. The career services were being asked in turn during
early 1971 to translate these genersl findings into projections of
promotion potential for each of thelr employees and to plen sppropriate
adjustnznts in their recruitment and carcer management policies. Otherx
recent Pldns Staff nssignments have included attitude surveys among
summer employees and other categories of young professionals, eval-
uation of SIPS automation provosals for OP, and detailed studles of
employce resipgnation ﬁatterns. In its FY 73~TT7 program call the Staff
.was being oriented toward studyhor,long-range~functional,.organizational,
and technolopgical change facing the Agency and the implic;tions in such
change for its management of its personnel.

h. Keepling the Agency's persopnel regulations up to date has been

the principal responasibility of the Review Staff. Tuaring the next few
years the Staff proposes to perform studies of Agency personnel polieies

and procesées with emphasis on the evalustion of their current efiective-

ness in comparison with their original objectives. The Plens Staff, by
contrest, will focus on the long-range future. It appeared to us that

the delineation of the work of the two staffs would prove to be a pretty

SECREIET
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fuzzy affalr, and that proJect aessisnment rather than specialization
in particﬁl&r fields of npersonnel administration will characterize the
use of the two staffls. |

5. When and how will these staffs produce their major impact in
the future? Certainly not in day-to-day conduct of business. Any
question from a senior manager of the Agency concerning such matters
88 retlrement, contracting, or insurance will inevitably be directed
to the gpeciallst, and, similarly, inclpient problems in ény given
fleld ere going to be recomnized and analyzed first at the grass roots‘
level of dmy—£o~day operations, seldom by a Plans Staff.

€. The facts of snecializatioq, hovever, do not preclude the
presence of problems of system desipgn throughout the OP components,
not prevent collaboration’ among components on problems that require
a variety of skills for solution. Ve were impressed, for example,
with tho accomplishments and the guality of the expertise in personnel
administration matters that had been amassed smong the SP carcerists
After the SIPS plan becomes operational, this

on the SIPS staff.

expertise gshould be returned to the O0ffice of Personnel to work on

evolving operational mroblems.
the existence in many OF shons
work flow, and the acquisltion

Personnel should malntain some

We also noted duringbthe Iinspection
of problems concérningfformé, files,
of office equipment. The Office of

centrallized experiise in these fields,

if only to ensure that lively contact is maintained with the many

5]
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other poarts of the Agency where usef&l knovledge and experlence are
being acquired. : =

7. Turning to Agency-wide personnel planning needs, it seemed to
us that the Director of Personnel and his Plans Staff needed to estab-
1ish end maintain a livelier contact with the menagers of operating
componenta concerning their planning needs and interests in the {ield
of personncl administration. Out of such contacfs'should conme noxe
collabdr;tion and joint experimentation on interface problems. Among
such probiems we would cite, for example, analyzing the roles and
inereasing the effectiveness of personuel officers, evolving better
techniques in employee counselling by line mensgers end personnel
officers, and studies of the quallty of employee performance in relation
to prediétive tests and placement policy. We ‘have previcusly noted that
the Director of Personnel doés not pursue an aggressive pélicy of
cpmparing, publicizing, and ppoposing standards for the fundsmental
.processes of career managemeﬁt,common to 81l of the Agency's career
sefvices.

8. We have not proposed increased police powers for the Dircctor
of Personnel over the Arency's career servicés becagse we agree that
the operating manarements with their intimate knowledge of quality of
performance of individual employees must have fiﬁq} say- in assignnent

and promotion decisions. Ve do belleve, however,_that CIA's carecr

T CR
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gservice manegement policy should be wore open and visible to its
employees and that the Director of Personnel and his Plans Stafd
are the loglcal instruments for promoting and cbdrdin&ting .the
necessary studles and programs.

9, In sum, the Director of Personnel needs in his own office
a boetter defined and more versatile capablility to deal with a wide
range of questions. Internally, these have to do Wi{h gyaten,
method, equipment, and forthecoming articulatlion wlth SIPS auto-
mation, Externally, they center on innovative relationship with the
operating components and career service managements of the Agency.
These objectives can be best served through a Planning and Systens
Staff consolidating the capabilities of the three existing components--
Plans 3taff, Review Staff, CIPS Systems Staffl (parsonnel)~~and addinsg
new skillls relating to equipment and vork methods. The new staflfl
should use small task forces that draw on appropriate gkills from
operating components. Project objectlves should be explicit and
iimited. Deadlines should be short. There should be rotation of
personnel on a two to four yvear schedule for most staff positions.
The slize of the staff should be held to ebout the present level of

I <o

Regcommendation No. 13

Tat the Director of Personnel saserble his Plans and’
Review Staffes sand his SIPS systems personnel, when available,
into & connolidated Planning and Systems Staff attached to
his immediate office.

Pl
— 0
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Control Division

- 10. The Control Division has & Statistical Reporting Branch,

a Transactions and Records Branch, and a Qualifications Analysis

Branch. Geographically, this division has been one of the contin-
ulng victins of decentralization. In February 1971 the division,
less Transactions and Records Branch, was moved oncé more, this tine

e

11. The division has been used as an area for placing problen

BX1AGa

employees; The nature of the work is mundane and repetitious;
imégination and initlative are not required. Yet the service peré
formed by the division is important. Tt provides the statistical
reporting which cupports the control mechanisms of tho Agency. Tt
8lso operates the File ﬁoom and. associated sedtions, which permit
ready access to basic data on employees. .

12. The Qualifications Analysis Branch is charged with two main
functions. One is to make ahd then update the biographiecal profile
for each employec. The second function is to code the qualifications
of each am»lcyee for machine retrieval. The Biogravhical Profile
Jection is completely staffed by female staff employees and supple-
mented by two contract employees. They extract information from
personnel files. Most of the cmployees seem conﬁgnted, althouzh there

is some evidence of restiveness relative to the suﬁervisor. Generclly,

-~ 07 -
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“hovever, there is an atmosphere of just getting the Job done. Recently,
the carcer managoment office has deliberately sought to introduce young
aﬁployees into this sectioﬁ.
13. The Qualification Coding Section consists of two ateff
employees whose work is supplemented by five retired ennuitents on
contract. The task is to coavert the qualifidations axpreased var-
bally on & form into a code which can be used in machinelsearches
for pafticular skills. All career services are provided on a regular
basis with machine listings showing the scademic degrees and langunge
okills recorded for their carcer employces. . The Clandestine Service | . i/
‘ —
codes the skills of itz employees independently. The other director-

ates of the Agency request machine-assisted skill searches at the rate

of about 60 per year,

Tronsactions and Records Dranch

1k, Thé office of the Chief, Transactions an& Records Branch, is
occupled by three indlviduals: the branch chief, deputy branch chief,
and secretary. This front office is a working office in the sensc
that each individunl has projects which are not reloted to the suner-
vigory role.» Tue office of the Chi;f, TRB, is‘usea extensively by
the Director of Personnel to provide various studies on speciallzed

eategories of personnel.
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15. The job of the brench chie% is a challenging one which
provides an opportunity for a young officer to test himself in a
variety of management situations. The current incumbent has been
on the job for shout three years. This 1s probably too long for an
individual to stay in this job. While there are educational aspects,
the aggressive individuel will scon have reached the limits of ex-
perience that he can gain on the Job. Trom that point on, the
routine nature of the task tends to cause o deterioration of perform-
ance and may stultify the growth of the young officer. It is suggested
that o rotational cycle of about two years is suitable for this position.
guch a time frame should serve to enhance the individual and assure a
fresh outléok on the functions of the Job.

16. The Tile Roon is adequately'descriﬁed by its t%tle. It ie
a large open space filled with the Offieial Personnel Files of the
staff employees of the Agency. It is a beehive of activity with a
constant movement of files éo other elements of the Agency and daily
recourse to the files for the purpose of adding materisl. It is lronic
that when a file is retired to the Records Center 1t must be carefully
sereened in order to ensure that only neceésary materisl is transported.
Certainly, it would seem appropriate and logical to do this screcning
at the time that the matérial is placed in the f;le. A predetermination

of essentisl records should be made end should take into account the

- 69 -
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ultimate need for Rccords Center dicposal.

17. The File Noom 13 staffed with women. The supervisory slots
are filled by two long~time employees. There is no opportunity for
promotion for the lower levels. BEmployees transfer from the File Room
as soon &6 they feel they have served an appropriate stint. This turn-
over serves & good purpose. The File Room serves as a point of entry
for clerical personnel, who learn a grest dealtabaut the mechanlcs of
the operatién of the office. They move on before they beéome disf
benchanted or dissatisfied. The morale of the File Room is surprisinglj
good. It may be attributed to the type of supervision, the fresh ideas,
and the youth of the majority of the members. |

18. The Officinl Personnel Files represent the legal documentation
of an individuals career with the Agency. They are important and sen-~
sitive documents. We found to our surprise that the files are ounly
guperficially controlled. The single control within the Central File
Room is & eard system which identifies the Office which has requested
a file. When the Central #ile Room forwerds files to & requester, it
does not advise which files have been forwarded. The requester does
not notify which files have been reeeived and are in its possesnion.
Subsequent transfers of the file to‘other officés may or méy not be
reported to the Central File Room. Thus , the only assured control
mechanism is the card identifying requester. There is no certain way

to ascertain if files are lost en route. In consequencc, it has not
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been unusual for files to remain unlocated for weeks or months at a
tine. )

19, In our discussion of the need for a Systems Staff, we discuss
the need for a general enalysis of the manner in which the Office of
Pergonnel handles its paper informetion. There ig a definite nead for
n systematlc approach to all aspects of files under the cognizeaunce of
the office. The priority area of concern, we belleve, is the Official

.. Personnel Files,

Recommendation No. 1lb

Thet the Director of Personnel initiate prompt action
to ensure pongitive and continuous control and location of
81l Officlal Personnel Files. %his should include scheduled
physical inventory of files to verify location and control
records.

atistical Reporting Branch ' ' " \ 25X9A2

-

3]
EAS

20. The Statistical Reporting Branch (sRB) with a 7/0 ot
- the keeper of numerical data .concerning Agency employees. The data
itself derlves for the most part from the personnel action records
pgenerated by operating components and 1s maintained physicelly in the
magnetic tape lidbrary of the Office of Computer Services. BSEB orders
and distributes throughout the Agsency a substantial volume of standard
or scheduled and resularly updated reports—-more than 100 serios in
more than 600 arrangements--which OCS produces monthly or on other : i

agreed frequencies. In addition, SRB services numerous ad hoc requests
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for one-time machine-produced data listings to sﬁpporp apecial
gtudies. The branch has developed real expeftise in drafting the
reqﬁests to the computer operators for these listings.

21, The brench lles squarcly in the path.of the DDS Support
Information Processing System (8IPS), and its major subdevelopment
known as the Meanpower Control System. Present—@ay reporting services
are scheduled to transfer to SIPS data manaﬂemeﬁt centers durlng the
létter half of 1972. The users of such present-day statiséical reports
as the Position Control Register, the monthly separation report, or the-
fTitness vreporting schcedule may initially detect little change in the
product under SIPS aesls. The SIPS objectives rather have been con-
cerned with rationalizing data input and internal computér operations
a3 the neons of changing cbnsumer habits. Duplicative input of data
will be reduced to an absolute minimum throughout the O0ffice of Per-
sonnel. GCiven more efflicient, versatile computer equipment and programs
the user should see a dramatic speedup in service. Given reliability
of accéss he should become willing to dispense ﬁith todey's large, slow,
and expensive flow of atanderd revorts and learn to ask the computer
only for what he needs at the time he needs it. The JIPS data manage-
ment centers will require staff well traiged in aata fetrie%al Pro-
cedures, snd SRB staff are logical candidates for such agslignments
glven some upgrading in staff skills. We think that plamning for the

reasslgnment and the retraining of SRB personnel ought to get under

-T2 ~
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way in 19T71.
22. 'The SIPS Steff has performed exhaustive review and .revision

of the SRD standard reports with the following results to date:

Reports deleted 191
Reports revised 108
Reports unchanged 35
Reports added 85 '

There are & good many reports dealing for example with qualificetions
inventory, careef trainees, and the CIA Retirement and Disability
System thet remain to be studied. Reexamination of the wvalidity of
products 1s often clted as one of the principal sources of benefit
from automatlon projects. We think that the SIPS analysts have
indeed made an exccllent contr@bution to the management énd future
content of‘statistics in the Office of Personnel. We diéﬁnot inepect
the 5IPS project itself and indeed considered that it would be iﬁad—
visable to do so‘during the next 18 months in view of the comblexity
of the hardware and software developments now under wey. Similsrly,
we have not proposed mejor changes in existing SRE operations when
these are due to change so drastically in ﬁhe near future. We do
recommend that SRB, backed by the Director of Personncl, appeal to
opefating components to reduce thelr requirements\for standard
reporting to an absolute minimum during the next 18 months in order

to free SRB personnel for conversion preparations. Irequency of

- T3 -
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reporting should be reduced, e.g., from monthly to quarterly duriag the

conversion period. SORB maintains & master library of current reporis,

and requesting components should be asked to cancel theilr existing
requirements wherever possible and to use the reports in the SRB

1ibrary or to moke Xorox conies of them at their own expense,

Position Management and Comvensation Division

23. The Position Monagement and Compensation Divislon (PMCD) has

a /0 ot N, < oivicion

is made up of two branches, Intellipence & SBupport, and Scientifiec &

Clandestine Service.

+

24, The division is charged with responsibilities under the
following regulations: |

"The Agency will conduct a continuing program of menpower
regources maagsement whieh will assure maximum efficlency and
economy in the use of menpower consistent with the Agency's
assigned missions and responsivilities” (R | R 2x¢.

"In setting up occupational categoriecs and pay levels
for Agency positions it is Agency pollcy to follow the con-

" eepts and principles of the Classiflcation Act of 1949, as
smended, as s meang for establishing effective internal
position allignment, malntaining reasonable comparability
with other Government arencles, and simplifying adjustments
to conform to Iederasl solary changes and employment henefits.
Overall objectives ore to maintain an Agency staffing pattern
which will attract and retain bighly qualificd and conmpetent
employees and which will reflect the characteristics of
Apsney employment, ead to provide an effective means of
controlling oxpenditures for personal services" (HR _).

- 71]....
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25. The organization and control of manpower iz of course
one of the moot basic of managgment responsibilities. The Agency
operates under a staff manpower ceiling as established by the Congress

and the Office of Management and Budget. Tach component in the Agency
is assigned a staffing complement which identifies, the positions to
which personnel will be assigned to carry out its assigned missions
and fUnctiéns. Additionally, each carecr service is assigned a

- Career Service Grade Authorization which controls the maximum nwiber
of personnel authorized at each Ceneral Schedule grade level. Thesc
orpanizational and manpower controls are built on the basic framework
of the Table of Organization (T/0).

26. The T/O of the Agency aend the staff manpower ceiling
theoretically should be the same numerical figure. In pr%ctice this
seldom occurs, but there is a continuing effort toward that poal. The
T/0 reflects not only numbers, but also position classifications (Jjob
titles) and GS grade levels.‘ All three are vital in controlling men-
power utilization. |

27. Two items of the T/0, numbers of positions snd associated
grades, form the framework against which pergonnel resources are funded.
Both require accurate and up-to-date job descriptions to be realistic
figures. To the extent that either is badly out df date, higher

management levels are deprived of a valusble source of information on

the state of the Agency.
- T5 -
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28. 'On'a dey-to-day basis, the Office of Personnel ig involved
in guthenticating and issuing staffing complements and revisions,
ansuring that components adhere to ceiling regtrictlons, monitoring
entrance on duty and transfers of personnel, approving temporary
overstrength situations, evaluating proposols to establish or change
the nuﬁber'af supergrade and SPS positions, deéeloping and suthen-—
ticating the career service grade average, and assuring compliance
by the components. In performing these tasks it wbrks closely with
PPB and the Fxecutive Director-Comptroller. The thrust of these
functions is one of lialson and monitoring. However, in the area
of position evaluation the Office of‘Persénnel is solely respounsible.
It is required to assure top management that the positions in the
component's staffing complements are accurately evaluated as to
occupational category, position description, and pay level. Ve find
a serious short-fall in this specifically assigned function in the
Offica of Personnci.

| 29, The Position Management and Compensation Division's primary
assignment i1s position evaluation. The recqrd shows that a dlsturbing
‘ proportion of the Agency is not covered with currently adequate
position evaluations. While the record for individuai positions

evaluated is falrly impressive _classified 25X9A2

in FY-T0), the number of components surveyed is not.

. I C I
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Position Surveys by Components

4 of Position
Number of  Maintenance Maximuwn Descriptions
Components  Rate (yrs.) Spread (yrs.) Completed

DCI 5 6.2 3-15 T5

DS 10 7.k 0-1k 80.5
DDP . 1b 3.9 1-10% 50
DD 10 8.9 1~16 80
n/ser - 8 3.6 0-10 31.25
Agency L7 6.1 0-16% 63.35

Aa can readily be seen the averege component survey is being performed
on something like a six-~year rather than a three-year cyc;o, which we
believe to be desirable. Coverapge 'ls erratic with ten components
lacking & survey vithin the past ten years, Approximately one-third

of the total bositions in the Agency lack & position description. These
records reflect a passive re;ction on the part of the Office of Per-
asonnel to an assigned responsibility. The office has permitted the
manpover regources of PMCD to shrink tothe paint vhere the diviéion
devotes only 3% percent (FY-70) of its manhoﬁrs to position surveys

and individuai actions. The rest of the time 18 spent in reviewling

Y
A}

#Pwo components have naver been surveyed.
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staffing cqmpiements, reacting to grade change requests, preparing
planning papers, and making pay adjuétments. ‘These latter agsign-
ments acqulre priority and component position evaluations receive
only ninimal attention., This sltuastion has been pernitted to develop
over the past 6-8 years as the division has come to operate on &
"brush~fire" epproach. The line components that make the most urgent
requests for reorganlzation or position recl&ssification raceive the
attentlon of the all-too-limited resources.
30. "The utility of component surveys, in contrast to spot or

individual position surveys, is that only through this appreach can

a meaningful audit bo made of the topel manpower utilization within
‘& component. A thorough and comprehensive component sudit assuren
nanagement of (1) the prober mix betwveen professlionnls and élericals,
(2) accurate descriptions of each fosition and occupational category
with unique insight into workload and productivity aspects, (3) proper
designation of limited and flexible positions relationship, and (&)
the correet CGeneral Services grade level for edch position.

3l. in our survey we found PMCD ill-equipped in relation to

its total sssipgned reaponsibilities. In recent years, the division
" has lost some of its iniltiative and ﬁas assumed'a somewhat bassive
attitude towsrd esccomplisnhing its total mission. At the same time we
acknovledge the devotion and hard work of the individual members of the

divislon. The Agency uses more than T50 occupational categories and

- 8 -
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has its full share of complex staffing patterné. These employees
have devotéd their best talents to maintaining accurate Job deg=-
criptions, average grade ceilin.gs, and proper pay lsvels. Their
technical skills are not questioned.
32, The present situation calls for positive action on the part 25X9A2

of the Office of Personnel. From a high point of over .positions in

i/ the late 1950s, the division has been curtailed to its present T/0 of

’_ We believe it to be seriously undez"stvaffed. The Deputy 7or  o5xgA2
Plans and Control estimates thot a staff of_persons
is required to adequately perform the total assigned regponsibilities.
The T/O of the division should be inereased té the point where it can
carry on 1ts monitoring responsibilities and conduct detailed componant
.position surveys on the three-ngr sSchedule.

33+ A careful evaluation of the personnel .assignment‘; in the

division is also in order. Many of the present incumbents are spproach-
ing fetirement in the next several yesrs. Although CTs have moved in
and out of the division, the mein staff of professional clessifiers heas
remalned atatic. An organized rotation plan for senlor classifiers
has been la.cicing and should be instituted. A4 review at this tine
should develop a rotational plan (6-8 years) and schedule the intro-
duction of new blood at all levels in the division; Pending retire-

ments coupled with a slight expansion of the T/0 should permit these

ovjectives to be accomplishad.
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Recomnendation No. 15
That the Office of Personnel:

Q. Réview the manpover resources needed by FPMCD to
carry out its full mission and regponsibility and ad,juat
+he T/0 of PMCD accordingly.

b. Develop a rotational plan for profeasional position
classifiers, and

c. Assign well qualified young personnel officers to
the division. '
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